The present study applies the MARKOR scale to investigate the posited positive effect of market orientation on employees' commitment to the organization and team spirit in a retail sector context in Botswana. The results of the present study provide empirical support for the posited link between market orientation and organizational commitment. Contrary to previous studies the present study does not lend support to the posited effect of market orientation on team spirit. Although this finding seems to be counter intuitive, it does not come as a surprise since the majority of retail businesses in Botswana are relatively small, and do not therefore rely very much on team work. From a managerial perspective the results of the present study suggest that there is much more to be gained from adopting and implementing the marketing concept other than improvement in business performance. The study also confirms the general applicability of MARKOR scale.
Introduction
The adoption and implementation of the marketing concept has long been regarded as the cornerstone of marketing practice (Drucker, 1954) . The marketing concept is an overarching business philosophy that creates superior value for customers (Narver & Slater, 1990) . According to Jaworski and Kohli (1990) Market Orientation (MO) is a set of activities and behaviors that reflect the degree to which the marketing concept has been adopted as a business philosophy. Since the last few decades a growing body of marketing literature has acknowledged the positive effects of market orientation on organizational performance (e.g. Narver & Slater, 1990) . At the individual level, MO has also been found to be positively related to organizational commitment, esprit de corps, and job satisfaction Ruekert 1992; Siguaw et al., 1994; Selnes et al., 1996; Caruana & Calleya, 1998; Powpaka, 2006; Kohli & Jaworski, 1990; Narver & Slater,1990; Shoham et al., 2005) . However, the majority of the studies in this area have largely focused on the effects of MO on organizational performance (e.g. Kohli & Jaworski, 1990; Narver & Slater, 1990; Diamantopoulos & Hart, 1993; Pitt et al., 1996) . Relatively few studies have investigated the effects of MO on employees (Jaworski & Kohli, 1990; Ruekert 1992; Siguaw et al., 1994; Selnes et al., 1996; Caruana & Calleya, 1998; Powpaka, 2006; Caruana et al., 1997) . This is despite the fact that previous scholars in this area have called for more research into MO and its consequences (Kohli & Jaworski, 1990; Cadogan & Diamantopoulos, 1995; Narver & Slater, 1990) . Moreover, Caruana and Calleya (1998) have suggested that organizational commitment is an antecedent to organizational performance arguing that lack of organizational commitment can result in inferior service offerings, higher costs and poor performance. Similarly, Shoham et al. (2005) have provided evidence indicating that organization commitment and team spirit have a positive influence on performance.
In order to address the research gaps identified above, the present study investigates the effects of MO on employees in a specific context of the retail sector in Botswana. More specifically the study investigates the posited influence of MO on organizational commitment and esprit de corps (team spirit). A relatively small country with a stable political environment and sound macroeconomic management, Botswana's political economy makes it an interesting setting for the study of MO and its effects on employees (Selnes et al., 1996) . Most of the previous studies on MO in Africa have been conducted in large economies such as Ghana (e.g. Kuada & Buatsi 2005) , Ivory Coast (e.g. Chelariu et al., 2002) and Nigeria (e.g. Winston & Dadzie, 2002) . In Botswana only one study has been reported to date (Marandu & Themba, 2009 ). The retail sector was selected for study due to its growing importance to the economy of Botswana (Iyanda et al., 2009; A. T. Kearney Report, 2012) . Retailing has also been the focus of MO studies in other countries such as the UK (Harris & Ogbonna, 2000) .
The paper is set out as follows: after the introduction follows literature review, methodology and presentation of the main findings. We then discuss the main findings and present managerial implications. Finally, limitations of the study and directions for future research are presented.
Literature Review
Since the pioneering study of Kohli and Jaworski (1990) , few studies have investigated the effects of MO on employees (e.g. Ruekert, 1992; Selnes et al., 1996; Caruana et al., 1997; Castro et al., 2005; Shoham et al., 2005) . In their study, which focused on US based companies, Kohli and Jaworski (1990) found that market orientation was positively related to employees' organizational commitment and esprit de corps (team spirit). Later Ruekert (1992) provided further evidence in support of the posited influence of MO on organizational commitment of employees. In yet another study Jaworski and Kohli (1993) analyzed two national samples of manufacturing companies in the US and also found evidence indicating that market orientation is strongly and positively associated with organizational commitment and esprit de corps. Jaworski and Kohli (1993, p. 64 ) then concluded that market orientation "nurtures a bonding between employees and the organization, as well as promotes a feeling of belonging to one big organizational family dedicated to meeting and exceeding market needs". Siguaw et al., (1994) in a study of sales force behaviors in the US found that market orientation significantly and positively influenced job satisfaction and organizational commitment.
Similar studies have also been conducted outside the US and in different organizational contexts (e.g. Caruana et al., 1997; Selnes et al., 1996; Powpaka, 2005; Mahmoud, 2011; Rod & Ashill, 2010) . In Australia, for example, Caruana et al. (1997) explored the effects of MO on organizational commitment in the public sector and their findings mirrored those from US studies. Moreover, Caruana et al. (1997) reported a strong positive association between market orientation and the affective dimension of organizational commitment, suggesting that MO makes employees become more attached to the organization and more willing to contribute towards its goals. In New Zealand Rod and Ashill (2010) , investigated State Owned Enterprises (SOEs) and found that MO has a significant positive impact on job satisfaction and organizational commitment of frontline employees. Selnes et al. (1996) also investigated these issues in a comparative study of Scandinavia and USA companies and established linkages between MO and organizational commitment and team spirit. Shoham et al. (2005, p. 446 ) employed a substantive meta-analysis methodology and concluded that their study supported "the notion that MO has a positive impact on organizational commitment, esprit de corps, and performance". However, not all the findings on MO and its influence of employees indicate robust linkages. For example, Castro et al. (2005) , in their study of Spanish financial institutions, reported a positive but weak association between market orientation and organizational commitment. This finding suggests that in the context of financial institutions the adoption and implementation of market orientation may not lead to significant improvement in organizational commitment. According to Castro et al. (2005) lack of organizational systems and structures favorable to employees contributes to the weak relationship between MO and organizational commitment. In Ghana Mahmoud (2011) also found a positive but weak relationship between market orientation and organizational commitment. Their study investigated market orientation among Small and Medium Enterprises (SMEs) in Ghana. Their finding also suggests that the improvement of market orientation by SMEs based in Ghana may not lead to significantly high levels of commitment. In Thailand Powpaka (2005) investigated the effects of market orientation on female service employees and found only a marginal positive impact on organizational commitment. According to Harris and Ogbonna (2000) , employees respond differently to market-oriented culture change, which implies that it is difficult to predict the impact of MO on employees. Their study sought to find out how frontline employees respond to market-oriented culture change programs amongst UK retail outlets.
From the extant literature reviewed it is evident that previous studies generally concur that MO increases commitment to the organization and that it also engenders the spirit of team work amongst employees. It is also evident from previous research findings that the strength of the association between MO and organizational commitment is stronger in developed countries than in developing countries. For example, studies conducted in more developed countries such as USA (e.g. and Australia (e.g. Caruana et al., 1997) have generally reported strong positive association while those conducted in less developed countries such as Spain (e.g. Castro et al., 2005) , Thailand (e.g. Powpaka, 2005) and Ghana (e.g. Mahmoud, 2011) positive but weak association between MO and organizational commitment. The extant literature also shows that the majority of the studies of MO and its effects on employees have been mostly conducted in the sales departments of the manufacturing sector (e.g. Siguaw et al., 1994; Selnes et al., 1996) . Similarly, the extant literature indicates that more research studies have been conducted in developed countries than in developing nations. This is despite the fact that previous researchers have called for more research on MO and its consequences to be conducted in different national and organizational contexts (Kohli & Jaworski, 1990; Shoham et al., 2005; Ellis, 2004b as cited in Ellis, 2004 ).
The present study addresses the shortcomings identified in the extant literature by investigating the posited influence of MO on organizational commitment and team spirit in a specific context of the retail sector in Botswana.
Conceptual Model and Hypotheses
The present study is based on a conceptual model (Figure 1 ) adapted from Kohli and Jaworski (1990) . According to this model market orientation (MO) is defined as a construct with three dimensions: organization-wide intelligence generation (IG), intelligence dissemination (ID) and intelligence responsiveness (IR). Furthermore the market orientation domain has a direct influence on organizational commitment (OC) and team spirit (TS). Kohli and Jaworski (1990) According to Kohli and Jaworski (1990) market orientation provides psychological and social benefits to employees. They argue that market orientation leads to a sense of pride in belonging to an organization in which all departments and individuals are willing to work together towards the common objective of achieving organizational goals and that this positive response towards the work situation is a reflection of increased organizational commitment and team spirit. Based on this argument we expect that in the case of retail businesses in Botswana a higher level of market orientation will be associated with a higher level of organizational commitment. Similarly, we expect that high levels of market orientation will be associated with a high degree of team spirit.
Based on the conceptual model used in this study and the insights derived from the extant literature the following hypotheses relating to MO and its effects on organizational commitment and team spirit in the retail sector in Botswana are proposed:
H1: MO is positively and significantly related to OC (i.e. the higher the level of MO the higher the organizational commitment of employees).

H2: MO is positively and significantly related to TS (i.e. the higher the level of MO the higher the team spirit among employees).
Methodology
Sample and Data Collection Procedures
Data was collected in five major cities and towns in Botswana through personal interviews involving owners or managers of retail outlets in Botswana. The sampling frame included retail firms listed in the yellow pages of the telephone directory from which a random sample was selected. In order to facilitate cooperation an introductory letter explaining the purpose of the study and its benefits and requesting the organization to participate in the study was first presented to the officer in charge of the retail store such as manager, supervisor or CEO. Upon consent, the officer was then requested to identify a knowledgeable individual who can complete the questionnaire. The questionnaire was designed for self-administration under the overall supervision of the researchers who provided guidance or clarification as required. Consistent with previous studies the questionnaire was pretested in order to refine the measurement instrument.
A total of 274 firms responded with usable questionnaires. The bulk of the respondents came from the two main urban areas of Botswana (Gaborone and Francistown), which accounted for about 61 percent of the respondents surveyed. The largest single group of industry represented in the sample was clothing and textile with 39 percent of the firms, followed by supermarkets at 9 percent. The majority of the respondent personnel were managers,
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Intelligence Generation (IG) accounting for about 52 percent of the total. This suggests that most respondents were sufficiently experienced to be able to provide meaningful answers to broader policy issues relating to market orientation. This point is further reinforced by the fact that 69% per cent of the respondents were from the marketing / sales areas; people who are more likely than other departments to be conversant with marketing orientation issues.
Analysis
To examine the effect of MO on organizational commitment (OC) and team spirit (TS) a series of bivariate and multiple regression analysis were performed. Bivariate regression involves one dependent variable and one independent variable. In this study two bivariate regression analyses were carried out to examine the effect of MO (independent variable) on each one of the two dependent variables, namely, OC and TS. Multiple regression analysis involves one dependent variable and two or more independent variables. In this study the two dependent variables OC and TS were regressed individually with the three dimensions of MO (i.e. IG, ID and IR) to determine their relative impacts on the dependent variables. All the three predictor variables were entered simultaneously into the regression model.
Measurement Scales
All variables included in this study were measured on multiple-item scales adapted from previous studies. MO was measured using the scale adapted from Kohli, Jaworski and Kumar (1993) . After adaptation, a scale consisting of 18 items was produced. OC and TS were measured by two 4-item scales. The OC scale items tap the extent which employees are proud to work for the company and are happy to make personal sacrifices for the company's well-being. The TS scale assessed the extent to which a team spirit prevails in the organization. For example, one item was used to measure the extent to which employees are "genuinely concerned about the needs and problems of each other". A five point scoring format (1=Strongly Disagree; 5=Strongly Agree) was employed for all items. All constructs assessed by more than one item were consolidated into a single variable.
Scale Reliability
Reliability of the scales used in this study was determined using Cronbach's alpha coefficient (Table 1) . To ensure homogeneity and internal consistency all the items used were examined for correlation to total scores. By convention, items with item-to-total correlations of less than 0.3 should be deleted in order to improve overall alpha (Nannuly, 1967) . Similarly one may wish to drop an item which if deleted alpha is higher than the overall alpha as a way to improve the overall alpha level. Only one item of the ID dimension was deleted for this reason. This lends further credibility to the reliability of the scale used. Alpha coefficients for the different constructs ranged from 0.537-0.749. Nunnally (1967, p. 226) suggest that the reliability of 0.50-0.60 is sufficient although a coefficient of 0.7 and above is desirable (Hair et al. 1998) . For this research the alpha coefficients for MO and IR exceed 0.7 while those for ID, OC, and TS exceed 0.60. Therefore Alpha coefficients for the constructs used in this study show acceptable levels of internal consistency and homogeneity (Nunnally, 1967; Churchill, 1979) .
Multicollinearity
Multicollinearity is the degree to which the independent variables are correlated with each other. The more the independent variables are correlated with each other the higher the multicollinearity. Multicollinearity can adversely affect the results of regression analysis and therefore the findings of the study. By convention, the Pearson's r between each pair of the independent variables should not exceed 0.8 (Berry & Feldman, 1985) . As reflected in Table 1 the correlation coefficients of each pair of the independent falls below 0.8 which means that there is no problem of multicollinearity.
It is also worth noting that the mean score for MO is relatively low (Table 1) suggesting that retail businesses in Botswana are not highly market oriented (Marandu & Themba, 2009 ). On the contrary, the mean scores for both OC (4.16) and TS (4.02) are quite high which implies that despite the relatively low level of market orientation, employees of retail businesses in Botswana are committed to their organizations and value working as a team. 
Results
The results of regression analysis (Table 2) show that market orientation has a significant positive effect on organizational commitment (R 2 =0.147). Based on this result H1 is confirmed. The regression results also indicate that market orientation influence team spirit in the expected direction (R 2 =0.094). However, the relationship is not sufficiently robust. On the basis of this result H2 is not supported. Further analysis was conducted to determine the relative influence of each of the dimensions of market orientation on organizational commitment and team spirit. Only IG dimension of market orientation has a significant effect on both commitment (beta = 0.286; p < .001 level) and team spirit (beta = 0.248; p < .01). 
Discussions
Previous studies have indicated that market orientation increases organizational commitment and that it also engenders a spirit of team work among employees (e.g. Ruekert, 1992; Selnes et al., 1996) . The present study applies the MARKOR scale to investigate the posited influence of market orientation on employees in a specific context of retail business sector in Botswana. The results of the present study provide further empirical support for the posited link between market orientation and organizational commitment. The results also provide further credence to the notion that the marketing concept is a worthwhile business philosophy to implement even in a developing nation context.
Contrary to the findings of previous studies the present study does not lend support to the posited effect of market orientation on team spirit. Although this finding seems to be counter intuitive, it does not necessarily follow that if market orientation fosters organizational commitment it should also engender a spirit of team work among employees. Organizational commitment and team spirit are different aspects of employee behavior which can be affected by different factors. For example, although organizational commitment is critical for both small and large organizations, team work is less critical in small organizations. Previous studies which have provided evidence for the posited link between MO and team spirit (e.g. Ruekert, 1992; Selnes et al., 1996) have been conducted mostly in large organizations. This suggests that MO only has a significant effect on team spirit in large organizations and that organizational size has a moderating effect on market orientation and its effects on team spirit. The fact that the majority of retail businesses in Botswana are relatively small in size (Iyanda et al., 2009 ) may explain the results of the present study.
In addition to the main findings discussed above, the present study indicates that retail businesses in Botswana are not actively involved in market orientation activities such as organization-wide market intelligence gathering, organization-wide dissemination of such intelligence and organization-wide responsiveness to it. Nevertheless, the study finds that employees in retail businesses display some degree of organizational commitment. Furthermore the study provides further proof that the MARKOR scale is applicable in the retail sector.
Managerial Implications
From a managerial perspective the results of the present study suggest that there is much more to be gained from adopting and implementing market orientation in addition to performance improvement as many previous studies have found out (e.g. Narver & Slater, 1990) . The results of the present study indicate that market orientation makes employees fond of the organization they work for and willing to make personal sacrifices in order to achieve organizational goals. According to Caruana and Calleya (1998) such a commitment to the organization can lead to improved service quality, productivity and profitability. However, the results of the present study also suggests that in the case of retail businesses in Botswana engaging in activities related to market www.ccsenet.org/ibr
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Limitations and Directions for Future Research
The present study has a few major limitations which serve as basis for future research. First, although the study investigated MO and its effects on employees in diverse retail businesses, it did not take into consideration the potential moderating effects of the contextual variables on organizational commitment and term spirit. Jaworski and Kohli (1993) have noted the need to consider the moderating effects of the contextual variables such as market turbulence, competitive intensity and technological turbulence on MO outcomes. The different product categories involved in the present study have the potential to moderate the effects of MO on employees. To address this problem there is need for future studies to either focus on single product categories, say, furniture or food products or conduct comparative studies of various product categories.
Second, although the study investigated the effects of market orientation on employees, data was collected from supervisors, managers, heads of departments and owners rather than from employees themselves. Most of the previous researchers in this area have also used the same approach. However, this raises the question whether these high ranking officials accurately reflect the views, opinions and experiences of the rank and file employees (Harris & Ogbonna, 2000) . Future research should therefore collect data directly from employees themselves to determine the effects of MO on employees.
Finally, previous studies have shown that MO has an effect on other behavioral job outcomes such as job satisfaction and employee turnover. However the present study focused only on organizational commitment and team spirit. For a more comprehensive understanding of the effects of market orientation on employees in the retail setting, future studies should be more broadly encompassing in terms of the behavioral outcomes investigated.
